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How do we solve problems?




S 1
g 2
@ 3
<
o 4
G
G 5
Plan 6
Do 7
Check 8.

. Identify the problem in simple terms

. Observe and measure the current state

. Set a target
. Write a problem statement

. Analyze the Gap

. Plan to test your countermeasure
. Do test your countermeasure

Check the results of your test

Adjust the plan



Whatisarg

A gap between ...and what
what is currently should be
happening... happening.




Introductions

* Name
° Role

* Aspect of problem solving
you’d like to explore more
deeply
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The Situation

Team 25 DayS
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The Situation

It took well over
a month!

o

ety el Customer
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The Situation

"We’re explaining | [ We’re getting
instead of incomplete
g processingw.J %/forms. P
s Bl
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a Problem in Simple Terms

* Briefly describe the issue and
why it matters

* Identify how you will measure
the problem

Washington State Department of
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1. Identify a Problem in Simple Terms

Process & Product

—
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1. Identify a Problem in Simple Terms

Ao

Safety Time
Quallty Cost
@
Customer Employee

Satisfaction Engagement
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1. Identify a Problem in Simple Terms

A. Customers are not happy with our
process.

B. Customers are not filling out forms
correctly, so the team has to get more
information.

C. Customers say it takes too long to have
their requests approved. This delays
their work.
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2. Observe & Measure Current State

* Create a picture of what’s actually
happening

* Capture data and facts

.3 REALITY CHECKD>

A
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2. Observe & Measure Current State

What do | How do | know
know? that?

What more do How will | find

| need to out those
‘know? things?



What do | know? How do | know that?

* The process

* Current & past performance
* Customer expectations

* Requirements

What more do | need How will | find out
,to know? those things?



2. Observe & Measure Current State

a
o — __;-.,% i
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f Washington St?te Depanment.of 2 9 10
Enterprise Services



http://www.google.com/url?sa=i&rct=j&q=&esrc=s&source=images&cd=&cad=rja&uact=8&ved=0ahUKEwiBxZup2cHPAhVU2GMKHcpXA8wQjRwIBw&url=http://www.aleanjourney.com/2016/03/how-to-avoid-6-common-pitfalls-of.html&bvm=bv.134495766,d.cGc&psig=AFQjCNE3DjGaj4tjTcdfHQ_Qtl4vT0JcaQ&ust=1475689333114420

2. Observe & Measure Current State

R e
PR TIES ATT AR
UTILITIES

Telephone Interruptions

Diay
Reason
M Tuss Wed Thurs Fri Totat
Wrong number Hit | I T HiT I 20
Info request || | || | || 10
Soss Hit | HiTl | ] 19
Total 12 G 10 8 13 45
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2. Observe & Measure Current State

Ask a few,
focused
guestions
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2. Observe & Measure Current State

A
d""m

Requirements ‘i s S
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e Look
e Ask
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2. Observe & Measure Current State

What do we need to know?
How will we find out?

* The process

* Current & past performance
* Customer expectations

* Requirements
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Customer Request Process Flow

Wait: Wait: Wait:
2 - 4 days 3 - 8 days 1 day
Specialist 1 Specialist 2 Specialist 3 Specialist 1
Receive Analyze Approve Send Decision
Request Request Decision Letter
Touch:2-10m Touch: 30 -60 m Touch: 15-25m Touch: 10 m
Cycle:<15m Cycle: < 12 days Cycle: < 17 days Cycle: < 2 days

40%. 10% Process Time:
received 6 — 44 days
incomplete
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Time to Process Requests
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Customer Feedback

We’re confused We want
about what’s wrong approval in
with our request. 15 days.
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Requirements

45 Days Vs. 25 Days

e WAC (WA Admin. Code) * What we’ve said
for years...started
with a previous
supervisor

e
=

N
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3. Set a Target

‘9

* In setting a target, consider:

v Customer expectations &
demand

v Requirements
v’ Actual performance
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* Describe what should be
happening and by when



3. Set a Target

A. By the end of next quarter,
process all customer requests
within 15 days.

B. Decrease processing time by 50%
by the end of next quarter.

C. Process customer requests 50%
faster by implementing a new
request system.
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4. Write a Problem Statement

Describe the measurable gap and
when it will be closed

s afety Problem Statement Example

Cumernty we have one accident per manth com-
. " Weking ermvirnement pared 1o our ENget of 2500 ACCSNS per month
! T e WNICH e W3t 1o Ieacn by (3aE).

Problem Statement Example Cost
Cumeny we expend §110 per packst
companed o our trget of $60 per packet A measure of the expendiberes related io the
wiich we want o reach by (dais). design, development, dedtvery or mainlenance
of 2 product or service.
Cumenty we reworic 20% of our repors
compansd io our target of 5% which we
want i reach by [date).
Problem Statement Example T
E.I'I'EM,‘IH.‘EHE'E m‘i:ll:l..rtr;!:f?ﬂcﬂ]ms A measure c{ILEIukEm fulfill 2
. X \ customes’s need. The time may be the total
dar days which we want o reach by [date). S ——r——
smaller portioa of the pencess
CUS tumer Problem Statement Example
= H Curently cusimers rate thel satisfaction as
satISfaCt'un 5 out of 10 compared bo our Bnget of & out of
A measure of the degree 10 which a product o 10 which we want to reach by (date].
service meets the customer’s expectations.
Problem Statement Example Emplﬂyee

Currendy 81% of empioyess give
@ Washington State Department of a positive response o queston 3 En ga g E m e n t

Enterprise Services CORTEGIE 0 Our gt of B4% Which
e Want i resch by (dans).

A measure of the degree to which an employes
fierls valuad, hieard, respecied and able to par




Problem Statement Formula

Currently ...
(what’s happening now)

Compared to our target of . ..
(what should be happening)

Which we want to reach by ...
(date)
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4. Write a Problem Statement

Currently...
Compared to our target of...
Which we want to reach by...

Currently, we take up to 45 days to
process all requests, compared to our
target of 15 days, which we want to
reach by the end of next quarter.
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5. Analyze the Gap

* l[dentify actionable
root cause(s) of
the gap

* Propose effective
countermeasures to
eliminate the cause(s)
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5. Analyze the Gap

A.

/ Washington S'@te Depanment.of
Enterprise Services

Why is it taking so long to
process customer requests?

Why can’t we process
requests in 15 days?

Why do some requests take
45 days instead of 15?



5. Analyze the Gap

Why do some requests take
45 days instead of 15?




Why do some requests take
45 days instead of 15?

We have to contact customers to Why?
get additional information

Because

Customers leave out required Why?
information in Part 1

Because

Customers are confused by the Why?
new label “ORG”

Because

The text in the request form differs
from the text in the instruction packet

Because Why?

We changed the label text on the Why?
form, but not in the instruction packet

Because

There is no prompt to update the instruction

Because packet when we change the form

f Washington Stiate Department.of
j Enterprise Services



5. Analyze the Gap

The text in the request Align the
text

form differs from the text
in the instruction packet.

There is no prompt to
update the instruction
packet when we change
the form.
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. Identify the problem in simple terms

. Observe and measure the current state
. Set a target

. Write a problem statement

. Analyze the Gap

. Plan to test your countermeasure
. Do test your countermeasure

. Check the results of your test

. Adjust the plan




Key Points

1. Steps build on each other.
2. Resist the urge to skip steps.

3. Taking the time to grasp the
situation will pay off immensely.

4. Let curiosity be your guide.

5. Find simple, cheap ways to observe
and measure.
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Questions & Answers

Eden Teachout

Senior Lean Consultant

DES Lean Transformation Services
360-407-9292

Eden.Teachout@des.wa.gov
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